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faczlltator, cr.convener of a comm&nlty group u1th suggestlons to

" help. thg.group become 'a more effectlye decisicn-making body. The
point o
while difficult to make, are the most likely to be_ supported and

vies taken in this booklet is that ccnsensus decisicns,

snderstcod ty all groag members. The characterlttzcs of an. effectiveii
. decisiop-making group are specified as (1), memkers vill’ know which -

decisions: are important, (2) members can descrlbe whHat they need to

do to fcllcw up on a decision, (3) members knoy when a decision is -
‘made, and (ﬂ) members report a sense cf accomplishment. The ‘

suggestigns in the booklet are 1nten&e& to’ Be}p group< develop th se
characterlstlcs.,(Author/nLP)f . , .
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1‘that are- contained in these mater1als
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ABGUT TFIE'.SERIES S S -
. Xéys to Community Involvement s a“series of .booklets
developed for governing ‘boards, con

these audlences strengthen their skills in group’ processes, work

cooperatlvely with others, and plan and carry out new projects.-
Topics. include techniques 'to maintain enthu51asm in 3 group, ways

that agericies, can effectively E@se consultants; and factors that °

affect introducing and 1mplement1ng new proaects.‘

The booklets are.written by members of the Rural Educatlonv

PE?S?;?,?: the Northwest Regional Educational Laboratory. The

Laboratoxy is a nonprofit, educational research and development'
corporat:.or‘headquartered 1n PortIand, Oregon.

L.

The booklets in the series are adapted from a much more-

comprehensive set of materials- and tradining - astivities deveioped

and field tested by the Northwest Regional Educat1onal Laboratory

over the past several years in dozens of locat1ons throughout
the western Unlted States. HEREEAS : e

Inf6rmat16n ibout other bookiets in thls ser1es-—t1t1es and

hok to order-—as well as 1nformatlon about. related serv1ces-—

and out51de back covers of this bookiet.
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unity leaders, group members, .
.administrators-and citizens. Ihe booklets are de51gned to help.
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R / Th:.s booklet conslsts of a- text and o “\ L
e 7;mk's;heej;s_thai:gon*mazsuse with your . -~ " f... |

ar

group. The worksheets appear at. the

back of the. booklet, so that you may

\ copy them u) use w:tth your grou_p. o
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NTRODUCTION o |

The purpoSe Gf thIS booklet,xs to ass:;st the- l afler; .
ac:.llta"tor or. convener of a comminity. group.wz.th '
juggestions. tmhelp t.he group bécome a moz’é e'fféctlve

lec:s:.on-mak:.ng"bo,dy I . E.. ) 1 -

~ Rareiy does\a coxmmm;ty group stana up a.nd say,

lon t make dec:s:ons?well* i dan you heip us do sometlung

bout it?" More frequently you'. see ioni;g ;tﬁxeﬁsymptoms ¢
pathy, lack of fe’ll WUp , Yadk bf aocompl:shment, feelmgs\‘
£ lack of purpoée«. a fac:xlltator or chairpersqn you are

orced to guess ‘the ca"’e of these ,symptoms; Further,rmny

eadershlp t.ra:.nmg, have a sense that someth:.ng caIled

consensus - is Vai:uable, and ‘that if only ‘the g:r:oﬁp would .

[SE COnSensus; symptoms such as those— descr:.bed above wouId
llsappeazs. : oo 4




While Ic IS dlfflcult to -define" effective dec151on ; ';'
maklng 1n a way that everyone would agree w1th, the f

- 3 R~

group may be spec1f1e§j

»
° - _members will know wh;ch dec1slons are lmpgrtant Sl
‘. _members f2
follow up o a dec fon . AN
. members Know.when & decision 1s made —
= FOE S
" e BéﬁBéES\i:eﬁo?t a seise af accompllshment , ; e
.The suggestlons founa 1n the remarnder of thIs bookiet B
cah help your‘group develop these character;stmcs. : ,
~ . - > .
COMMON STYLES OF BECISION M&&ING )
_ Beiow are listed elght typlcal ways’ln wh1ch\groups
miake dec1s¢ons._' S L S L R . .
. e .. . ~ 7- - i-'.; _ . e - T
e  Unanifous consent-—eVeryone agrees ‘that a pro— L
- posed course of actlon is the“best cholce. : : ‘
; : goqsegsgs:-eyeryone agreeSsto a ‘course of actlon,,-
~“even though it may not éE,?Y?rY°ne s first- o
choice, at least for a 59995???@ time period.. -
-.In a consensus decision,. part1c1pants agreeighat -
they have had suff1c1ent opportunity to state .__J ~
_ _ alternatlvés, ‘and that they will not’ sabotage :
> the decision: : o T . .
:._ O
: =Y



~Major1tg Support--a maaoraty of those 1n

attendancenagree to a- course ‘of action; ..

. this is often s:gnrf;ed by a vote. - When

the situation is suc® that-no one wants to.:

1be publrcly assoc1ated w1th a partlcular

9051tlon,~a secret ballot 1srtaken.

Minorlty Support-a mlnorlty of those 1n :':

IO P

while others femain silent. When a decr;,‘

-~

“sIon—Is—made—In—thIsTfashIon——you—W1¢r.'

' ]chosen. , - "_;;w_

' often perceiyve grumbling on the part: of

those not act1Vely lnvolved in the -

:Handclasp—-one or two members: actively .

‘'support a course’ of’ action; on the- basis

of this support,'the,course of action is.

i

‘ Topic Jump--someone shlfts the topic

before anbexpllc1t GEClSlon'lS reached,

,thussavoldmng a decxsrgn A topic jump is-
. one way of maklng the decision not to

-

..

- .dec151on.
- _
- ®
e
[

- ., decide:

s .

KX
.

Self>AuthorzzatIon--a ‘course of action
lnltlated by only . one person 1s,adopted
with implicit congent or. no oveqt

6lsagreement of other members.

"Piop -—one person 1nIt1ates actlon, but v

_the grqup does not respon& one way or

another, so no actIon is taken. This is
another way of maklng the‘dec151on not to
dec1de. : :

L b



o . One of the blggest problems facrng a 9r°“2,¥?§§ef,§s,,
that he or .she usually knows more about the decision-making
'style of & group than .the. group 1tself knows.f Frequently

“the group :do€S not wish td ¥now this information, or is

—threatened— by—the—xnformatxon;—or—mlght—devélop—arsense—of—n———Lé—

1nferrorrty when confronted by.it: Thus the first tabk.in _

,1mprovrng decision makrng is: for. you and the group to: L-'“
‘gain a shared understanding that declslon making needs
:1mprovement. oL . S

. Worksheet #1 (a partlally completed sample appears on
the . fotlowing page) is 6951gned to.allow you or a group °
member designated as an. observer to: tally the types of ,;g-
".decisions that are made durlng a meetlng.; You, can add to. the

'tallylng by descrlblng what group members -are doxggiat the :
time decisions'are taken.. FoX example; you: cin record. ié§ .
»words used- by. part1c1pants éngaged in making the dec151on.’ .
You mlght wish to-note. where .the eyes of group members are -
focused: Are group members looklng at ‘each other? At. you*
.At their feet? You may | ‘also count- the, ;number of ﬁérsons

who participate in decisions and the ngber of ‘persons who Lo

- e, T ———

do . not’ Do the same persons make everg decislon?

[

- N - . - -
» . .. ..
-
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- Purpose:

Proceduza:

~ each kind of decision mdking. AIl decisions are included, .
L whether for 'selecting topics, 2ppointing a recorder, . © T

DECISION-MAXING PROCEDURES CHECKLIST g | \
- . A ' o : . . e - .

To ~char.t the pa:tern c‘ aecJ.sJ.on mak.mg used by a group. : 4

c .

. 'l'he prccess observer oz anofhex gzoxﬁ Eexﬁsez r.ali:.es the

nurber of times during the meeting that the group uses

" accepting/rejecting a task force zepo'giigg closing _ -
discussion. Data are fed biack to the qroup as part of ﬂié_ L
) i pzocess observac:.on report. : } ’ T
. f— -
Talys Kind‘of Decision Making T T -
D A W Unanimi’"'* ty — everyone agréés ehat a propospd course of action
5 : ’ is the best choice . : - ’ s

2. cOrge.nsus -— everyone agrées, w:.th possible zeservations,
at least for a specified time peziod .

3. Majority support - the majority of pecple. Ei;réé, often

7 Self-a.uthonza.t*on -- Zhe person -initiates act:.on,

' 'demonstraced by, voEirg

i. Hz.nonty suppo"t -—_a minority of peeple agree, with tac:.t;.
. agreerent ox lack of open disagreement by the zemaixiiﬁg

 members DU .
5. Handcla.sp — OHié O WO ﬁﬁb&:éi&:’tﬁéi&?ﬁiﬁéﬁ &i& ié&ﬁi

group- €6 acticn - .
6. Topic jump -- the ¢ onﬁ,{: slu‘ts bef.ore an’ explicit decision
‘is reached - ) -

w:.t;h implicit consent or nb overt d:.sagreement of ther.~

.-enbe:s - ;
X e SR ) ) ) - - ¢
i’ I .87 ?log - one pezrson m@t{.gpes action, but_ the group doe§
. . 118 zeépond one: way or another; by defatlt, no action
o N is taken * - . - C .
- LY e : o
of - 27 - -

.

(IR

Figure 1:- Sample Decision-Making Provedures ‘Checklist, .

. - - .
. - ..
Z P N . . . -
- M i :gq " . 5
. . —.&- - .
PO .
- . .
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T -If group members report\dlssatlsfactxoﬁ with what is

‘going’ qnl you may propose .gathering data in the manner

;desgrlbed on :page 4. You should probably be carefui-pot
to spring the: data’ ‘on the group without prlor agreement tov}

ather R

. gather and report data._ L SN~ s

"+ You may a¥so use fdata,gai:her’ed-éﬁ:dééiﬁeﬁiiﬁakihg
'styles £o plan various activities that m:ght‘help the ‘group.

For: example, if one or two persons seef. to be doing all’ the

_ talking as “the group ‘is making a decision,.you mmght ask

~silent memberS“If*they—agree—w1th—the—proposed:dec1510n1::::::::::

IMPRGVING YOUR GROUP S DEGIS!GN MAKING
¢ ARER
. here are a nu@beg of small. thlngs you can. do or . - v
.arran e to pave done that can clarlfy substantxaiiy a group,
decxs:on-maklng process. For'example, on the agenda for a’ ?-«

ﬁeating, aiil items that reguire ‘a decicagn ‘can be 1dent1fied z
‘as such, and d:fferentlated -from othex items. To-do thls," L

leply add a coiumn to the agenda in. the foiiow1ng ners ..
L . . L - . . ! R ~ . ; .
. - N B B .
7 - IR .
s o O AGEroa ﬁ\\
Sl — Teem . St
- v ' : - SRS AT
" 1l. Wélcome. Agenda Rcv.xew Tl : sharing - 2" oo L
e - 4 . 7- \ _ﬁ"‘ .;.5,_‘."' ' 1
2, Read m.m‘gtes fron Iasﬁ mee:mg : Lnfotimeion §h§:in'gf b
3. _ Select new chau@erson Lo o ; - T
S ¢ 4: faeu Task Force Rep'ort fv .7 . . Decision to adopt of _. N, E
TN L e e - . . 7 potadegt - . L.
. e R - . - 1] . _ . : g o . .:— A
e .




. A second'thlng you can do has to do wzth the way

) 'deczstons are-recordeds Dec1s1ons that are made are
-‘typlcally entered into the mlnutes or report of &

}.meetlng by a secretary or recorder. If, however; you posta -
each’ decision:as it is mdde on.a chart-pak or chatk board*

you may £ind. that one or more members will dzsagree with.

"'+ .the decision as”you have :written it: If you are prepared

. for.this disagreément; the resuitlng dlscuss1on can have

- the beneflclai effect of clarifying for all group members .

what the decision was. : If .you use: this technique, be - T
Aggecareﬁul‘notgtoete _ 'esagreesfwatheﬁhat:?oughave

‘.. written that, " wroﬁg., Instead, "ask him or-her to‘i“
.state the decls n hls or her own words. In thls sort of

- dec1s1ons°" 1s lrkely’to aflse.,~” .. 3.Ff

-

Once a group recognxzes that 1t has a problem WIth
dec151on making, or that it would’ llke to improve its .
dec1s1on making, you can provide the group‘w1th ‘information. .
about declslon making, and you can assist the group to

© utilize more sklllfully dec1s1on-mak1ng procedures that are
i‘ appréprlate. : e s
I ".'f the decrs1on-mak1ng styles descrlbed above, C
Unanlmous Cbngent, Majorlty Support, Consensus and the
fj j»vanaatlon of- Self-Authorlzatlon where ‘the chalrperson is.
"stlpulated £3 “make the dec1s1on, are styies to which’ pro-v'

. cedures can be attached. The others listed describe common %57

P - R

circuistances. For example, it is’ hardly ‘conceivable that
"Handclasp could be organlzed 1nto a procedure for a group‘
A to follow., R

. . . ST [ , - ..
. . o R ‘ . . S e

dec1s1ons lef :o the chalrperson are matters of group ”:.?_.
preference, this handbook will only- focus on ways to heip a

iTgroup Impiement consersus procedures.- This" is not to” say -
.that Majorlty Support is not a. valuable way to make _
dec1s10ns, sance at-. tlmes, 1t may be the only way. Indeed a‘f“

st



-

: very useful actlv:Lty fer a group is to classrfy ‘the types
.of decisions that it normally makes, and then to attach a -
preferred styie (Consensus; Majorlty Support, etc.) tc edch

type The éellewmg exa:npie was taken from an actual group-

DEGTSIGN BY CONSENSUS B O

‘ Dec.zs:Lon by consensus comes about when tbe foiiowrng
: condrt:.ons areﬂ fiets < -

. ',7
. “ ;;. Everyone agrees to’ support the' dec:Ls:Lon, though

' It may not be everyone s flrst ch01ce.-'

P

' Everyone agrees that he orjheihas had suff1c1ent
opportu’m.ty to 1nfluence the decrsron. S '
e . Everyone. can state what the giecrsmn is: i

P

.




. . _
- 4 - -
. .

. . It ls Obvlous that consensus decision maklng is a
: tlme-consumlng and. somet1mes tedious process.. But itraiso

has the advantage of buzidrng group cohe51on, and it minimizes

, the rlsk of one or two. persons actrvely sabotagln\Ythe
. dec151on. Thus, whlle 1t ”’fht take the most time, it’ .

by coqsensus is that a

© . _iThe biggsst pitfall

assumes- that there is ;””'ensus. Actually there has been no
consensus at all—-only group members refusing to part1c1pate~

in the decision. ‘A donsensus dec151on is always one in
whlch all group members actrveiy part1c1pate.- .

~ .
= — [ -

"Eﬁé fofiéﬁ procedures-are deslgned to promote

ig,.p_ s the decrsron in hrs or her own words.~
I T The'ﬁérson proposing the dec151on judges the
- accuracy of the paraphrase. If it is 1naccurate,
_repeat: the process. AR . . -

",

e  If the paraphrase is accurate, the person -

proposing the dec1sxon or the charrperson asks

each group member, in turn, to state whether or

-, . not he or she can support the decision, and 1f
77 not, to state an alternatlve, 'if he or she -
NE. _ . wlshes. L .

S . g o

e 0 e If all persoﬁs agree to support the dec151on,
' cohsensus ekxists.. At this point, ‘the decision

is ‘made official either by yoting or by hav1ng
. group member s make some visible sign, such' as
= ralslng\thelr thumbs&,that they support the ' 2

W
-

-
had -

‘j-.“ I




- . . - -

r more persons do not agree to support the

o

H

'-h .
Q.
g

m

0

H

dec:slon, but - offer aiternatxves, test each’
alternatlve by asking each grOup nember whether . -

- If consensus cannot be reachea on exlstlng : o
_.alternatiyes, ask if there are other. alternatlyes,__rrr_i_rr

SO - that anyone can suggest* I » - : S

T . -

,-consensus can be reached, try to locate reasons
(for example, lack of 1nformat1on, lnapproprlate-
time to make the dec151on, etc. ) why persons are C

unwxiixng to reach consensus.

- - N P

e If consensus is not reached, ‘set a tlme'at ‘a later ,
"q" B z;{ 3Eet1ng to«attempt to make the decrsaon.~—=2,.,-;."?ﬁﬁ

S

Rl

_ These procedures are reproduced in- Wbrksﬁéet #2 at the- ' :
end of this; book;et,iso thatggou E?szff you wxsh, reproduce e
and dIstrxﬂEte theﬁ to all group members. R Lt e

', V- e

5 R W

-'S'UMM’ARY S S

_ The p01nt of view. taken ‘i this booklet is that 'iii
consensus_dec151ons, whlle dlfflcult to make, are the most

a_IIkeiy'to be supportedcand-understood by aii,group members.

e _ -4 T TT_ - - . s .t

- Of course ‘some dec151on5»w111;srmp1y not be- Important
enough—to:he,worth the effort it. takes tq reach consensus,
but it 'is Stlll importang to"be clear about,the style of -~
dec151on makmng ‘that is belng used..u; . _ -

The flrst few times you and your group attempt consensus‘ o

declsIon makxng, you may find it frustratxng. But .if - N

PR

you’ have'patlence, you w:ii sureiy gain the practIce you need
to make it work. . And your group will be: maklng decisions -
“that - work.

. : B - 15 o : ,'.Q:;\;/

s

~ Cﬂ




- o ; wonxsxzar 1 -
.o | DECISION-MAKING PROCEDURES CRECKLIST :

Pufpose:” '1‘6 chart the p’att’e'm of aééﬁiéii Exzﬂd:..g used by a grou;t.
. - 4
-Procedure: mé pféééss obse:vez or a.nother group member tallies the k3

) s dufing £iie ‘meeting that the group uses . . (5;
Co each kind of decision making. All decisions aze incItzded.
- whether . for selecting topics; appointing a recorder, o
. . ing/rejecting.a task force, report; . or closing’ _ _
- discussion. Data are fed Back to the group as part of the
o pzocess observation zeport. - p .
'S 3 - .
Tally "
. Uranimity — .everyone agrees that a pzoposed course of _
- action!is the besc choice .. N ¢ _ ) o *
- é.’ Consensus — evézyoné i&éég, with pcssible zesemtioﬁ.s
L R at least fox a. spec:..ied ﬂﬁ pe.rtod .- '.- )
St - 3.F lﬁ;oziﬁy sﬁpport -~ the majozicy of people agree, oftexi v
. 7 demonst::aced by voEing , . Lo

e — 4 ._anézity sﬁpport —a minozity- of peogle agzee, vithiggc:.t ~ -
N 2

o« o~ . *  agreement or lack of open aisagréemenc by the: rmining S

. 5. Handclasp - one or two mﬁb&s a:ctivbly sugis?t ‘and lead’

- th’é't-zpié éﬁ?ﬁs is'éféEé an éx?iiéi?. decision

Li-s 'eached .
T Self-’a’.iithéfizaﬁién -~ one person. initiates action,W”; '

. . . with :_mplic:.t consent or' no- overt aisag?eement of othez
. L 8. g;gpf-—vggg person initiates acﬁcn, but_the group does - _

) . ‘not respond ong way or. another., by defa.ulf, 'no acf:.cn .

. . is taken C%
= ‘ o S R ) - ..

- 15 s
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. - ‘WORKSHEET #2 .|
Proceduzes. for Decision by Consersus
. . . R \’ . .9
1. a person states the decision that is Wroposed. o Sa
2. Someone o‘fers@gaggghgasejoighe decision, tl:ht\ Ls, puts the e
decis:.on in his or her own words. ) . \ .

3. "fhc person p:oposing the decision judges the accuzagy of che
. 'pa.raphzase. I‘ it is in.accuzate, repeat ‘the process. .

e . T
o . J . ) . -
. _4': Tf Ehe pa:aphrase is ;ccgzate, the person pzoposiag &fé deci_sion o .

or the chairperson asks each group member,” in turn; to \state.

o vbet.hat or not he or. _she can. suppert the. aéci:sicn. ixid iz noﬁ,
. to state an alEernative, if he or. she wishes. . \

Ve AN

5. If all persans agzce to support the decxsiori, consm ex:.sa, .
: andthcaécﬁionﬁmﬁe._ _ Y

c .6, If one or more persons do not a.gree to suppo:t :.he dec.s‘o'
) T i offer uurnietves, test eacﬁ aIEe::naEtve by isking each g;gp
ol - member whether or not he or:she’ can support it. &t this point, ) "

" the decision is made official-either by voting or by having grodp’
members make scme visible sign; soch as raising their thimbs, that

Ehey support the decision \a:f accept the condicions ot consensus.

“ 7. zs consensﬁs carmot be r.éiched on. ersﬁg neernaﬁves, ask if
_‘Ehe:e a.re othe: altermuves t:nat a.nyone can suggest. B

~

8. - Iz‘ no a.lte:native can be !otmd opon which consensus can be Eézai_éa;}.{
) =Y ﬁ' locate reasons (for example, -lack of infomation, - e

imppmgriaj:e time to make the decision, etc.) why' persons ‘are i

- N x;nwiuing to reach consensus o s :
,--_‘9.' ; ;gicggsagsus is .not - reached, set ‘a new time to acgcm??: to make. -
L -.the dccision.‘,-:l_ S : . ST . :
o . - CONDITIONS“OF 'ccixgéﬁéts
SR A Evergone Vailg':iees to support the decision, tlr.ough it may not
: ) be evleyone's first cboice. L : v :
® Evezyox:e aggegs”t.hat he or:she has‘had sufﬁ.cient opportunity 1 A
to influence the decision. . ) ) .
) 'i VEi}" ne can sfa.ﬁ what Ehcéeéision is: C . ’
N U
12 ' g ’
» . .o

O
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| If the dunes of your pesition coll for commumcormg with” rhe pubhc or orhers

in the ﬁeld of education, NSPRA membership is a must for you. Current mem-
bers lnclude supennrendems assistant supenntendems communnylpubllc

~

'_sfudems. R o o . Sl

NSPRA Proaucrs Semces ahd kcﬂvmes

EDUCATIONUS.A. © . \wem(sueps R R
The weekly education 1 newspaper rhor provides 'COnducred by NSPRA sroff mernbers onch

up-fo-dare: coverage: af legislarion, educarion” . Trained, consultants, the stoff developraent in-,

research:and national and regional devel- _servuceworkshops canmgke a crucial dnfference
- opmierirs.. If's your finger on the pulse of the - 'in yqur communication program. _Wherher i'’s =
.. norionwide educornon scene Price 542peryeor . ¢ communicating with parents: of improving -

(52 xssues) I . . ..t 7 -building-level communication, NSPRA work.- .

I oo v shops can help Price SUbJeCT 1o spec:ol quora-

.ITSTARTS IN THE CLASSROOM . tion. v D

A fhonthly. newslerter. published nine tirmes dur- ) ' i
ing the school year thor's full.o rips-and tech- - - SPECIAL PUBJJCATIQNS/AV MATERIAI:S s
".niques that can impreve communications in ~ Each year NSPRA producesnmely special p

“your districr.” An informarion clearinghowse for. - cations- and audiovisual marerials on topics of- o

practicing educorors Pnce 518 per yeor {(Q- . interest fo tommunicdtion specmhsrs. nd ad- -
-issues). . » SIS .. v, . minisrarors — like. educonrg  the. hondlcopped :
.-'U “. = " .budgerand finance; and improving: pubhccon- T
EVAI:UATION SE&VICE L &, - fidencein, educonon ‘Write for corolog ond price -
Thisspecial conrradt service' is Ovonloble to pro- - list. T L _ o

_vide indeprh-dnalysis of @ school dnsrncrs com- S
-'monication programand specific recommen- -I:Q&I:GHAPTEPS hE?

dations for 1mprovemenr Price subjecr 10 spe- - NSPRA has 44 chaprers which provnde an oppbr-) S
c:cl quorcrnbn- . TRty for information exchgpge and profes-{
_ . . T o ) ; snonol developmenr (Dcxes vory) )
s OTHERACI'IVITIES e s IR
o s o7 Include vepresenrarion ar major educﬁqgg_nfcgg—- " : .
R " {ferences, sponsorship of the Golden Key Award . . . .
' - . presented annually by the N§7PBA grﬁeﬁs:@eﬁnﬁr and s A
. an.annoal: pubhcorlons conrest for schools ond- . R B

colleges ST .

_ i . . R .- . -

.To order’ oddhgnol mles in the Senes or ro obrcm mformonon oboor orher
'NSPRA producrsond services, confact: T T REEa

Nqﬂonol School Pubhc Relations Assocuonon-. ST -
1801 Noith Maogre Street - o : o

+ Adlington, V'rg.moaaaee oo RO
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